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REPORTING - The supervisors' score of 58%, indicate & poor

underntanding of the purposs of reporting in the LCSG opersting

system. Their psrception ia that reporting is an ladication of &
lask of tust from management rather than a means of
communication. They feel the reports are of lirie value to them
individually. This results in a lack of support ead foous Som

mansgement which perperuates the opersting problems eviden

ND.955 PO34R6R

tn thalr aveas. This poor axtisade is compounded by the Set-that — - -

the reporting clements of your oparsting symemy are either
weakly or moothly which doss sot suppoct the tiewsly resohsrion
of problems. Th_mmps'mnfm 2 promising,
bhowever, the large differsnce in perceptions tands to indiosts the

. lack of training by the managars of their supsrvisors. This

highlights the ased for 3 formal menagement developmen
program. . )

PREDOMINATE ROLE - The managers' acore of $7%, and the
suparvisory wors of 62% indicstes th mesy belleve their
primary function is to maintain discipline In their department,
and twake punitive action when necessary. They do Dot
undersiand that their primary fusstion is to spport their people
and provids positive fyedback whenever possible. This Inck of
support diminisbes productivity, quality and ordst turs around
time, It also will generally lower morale of the amployees and
complicate your efforts to build an effective LCSC operstion
This is the last wubscale in which the managers did not ssore
higher thas the supervisors and relafbrises the poist again about
the lack of ponitive role modeling.
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- STANDARDS - The fact that both levels scored well in this
subacale is encouraging from the standpolnt that their sititudes
mMMnmmmumldhudwmm
and control the work processes. Unfortunassly, standards do
not- exist in your current LCSC system, whoever, if they are
developad with your peogpls, their anituds would Indicate that
thoy are receptive to using work messurernents to ideatify and
. Issnond problems. : e e = -

- -

. In the subscales that messpre SOURCE OF MOTIVATION,
CHANGE POTENTIAL snd COMMUNICATIONS, both
levels damonstrated relatively positive mtivudes. We will build
on thews areas of sreng to ficilitate the specific traiming
needad in the aress of work assigament, folow up, active

mmmmeie= . Supervision, cladification -of roles / responsibilides and - - - mee tare o
mee ne otgenizationsl developmengt. ¢ (o .
g we o oe e
002784
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- BELLSOUTH - LCSC f
MANAGEMENT OPERATING SYSTEM BEVALUATION .
= lllnnmwawn DUSTS-REQUINES LUPOAADE N 0OSS NOT DRRT '
POOM UTRLIZATION 8 NOT UTILZED !
- | SYSTEMELEMENT [oum DESCRIFTION %
| VoL FORCAST BEES NOT MATEH CREWNG AANS -
- VOLUME FORECAST DOSS NGT HAVE PREDMCK ADATNENT LOOP
PRODUCTION STANDARDS DR AB AN OVERALL EXPUCTATION, 0OUS NCIT
STAFFING DETERMINATION
© 22 o MENCTTED O MR NI TS
S8HORT RANGE PLAN 21 e ot o7 e reavacrs
= “WORK ASBGN FOLLOW UP -
- SEST PRATICE DEFINATION
_ BACKLOG CONTROLS
PERFORMANCE REPOATING
QUALITY /SERVICE CONTROLS
T | EMPL sKLL DEVELOPMENT ;::%Qunummuuwunuuunmnn

- SUMMARY OF ELEMENT EXISTANCE

’
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agRY%

Although you generase conslderable dats, this infarmarien will have to be upgraded 1o
m“mmmuhmmmundmnh&nmm .
who are cresting productivity and qualty problems.  Although the production
mmmmmmmmmmutmumm
and must be developed. Poor compllance and utilizetion of the elewments whish exise
have minimized management symems as & usedd tool to idersify problems and to
control labor costa. None of the exixing elemerts we being used effectively, while

~ only 40% of the slemants are being marginally usedxpd 60% drsvotbeingused mrall, ~ -~

- Your curreet volums foregast has obvious weaknessss. Your
ourrent forecast is not build upon sctivity besed work consent,
The base dazs does not scoount r work contest by product
mix. Also, the aurrent focecasting techtiques do not recogsise
the variances betwovs reslle orders.  We aoted logle problems

204 base parsmeters which can 00t be varified The fact that . - -+ —- -

you have no himorical information limits the: assurscy of the
surrent forocam. Although that situstion is uasvoidable, your
gystems lack s feedback mechaniam thst oacks actual order
inpt 50 that the forsca aaa be comtimually upgraded
based upon actual inpat trends, ;

- You lack sceivity based sandards which could be used in the
borecastiag, ing and work assigament. Curremly you only -
have genersl svarags ticus to procest a8 arder whish dows a0t
ascoumt for product mix berwsen unbundied and resale nor the
degree of complication within the reials product growp. You
lack objective information that could be ussd ss base data to be
used 1o develop & creditable work volume forecast. Without this
information it is impossible to effsctively plan or assign work to
balance the workicad betwesn employess. Yeu o uot
therefors evaluate performance by iadividual or work group. As
a remilt, supervision can not idemtify traiving oseds and take .
corrective action. Problems tend to contimie for extended
periods of rme which inflates your operating com and limits
SUSTOTEX service.

— e

- 69 002786
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We analyzed your strustured training process with your waff mupport, trainers, tine
mazagement and trziness. We determined that your currere tralning process ia less

ot —
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than effective, mmtt:hubui:dmnutmpmadmmmdm '
upgrades are required to ks them effective. Of the elemaents which are available, fow
are being used effectively by your arganization.

.40% of the basic elements wxist and raquired no sdditional

enhancemants. For example, the scremning process &r the
idndﬁm’ouufmihrhﬂmﬁouludthmmwdl
developed agendas aad modules to support the training process.

[T

0% of the alemants exisbut will require significant upgrades to

. become effective . Procoss flows that define (he Reps necssaary

to mucemsilly complets ss. order are vagus and oot umbls
training tools. The evaluation of lessod comprahension is
subjective rather then objestive. You lack m objective pomt
testing vehicle 1o evaluats & trainees level of comprehension. 10
modules actually have ‘tesson learrad testing” tut they are oot
being used by your pecple.

The ocnly element that doss act exist is assessmenz effactiveness.
There is no fhedback (o trainers relative to the sffsotiveness of
their programs, s 8 result, weakness cannet be identified and
enhanced, We sdministered & quastiohnaire 10 28 receut trainess
to undersiand their parceptions of the training effectivensss,
The tesults indicated that 77% found the training inadequately
propared tham (e theis task. The lack of supsrvisory follow up
after the formal training was identified as & key contern.

002794
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Although performance data (s availabls, k Is aox being utilized by
supervisien o provide information relative to skills sets of the
service reps. In addition, monitoring / obasrving is sill in the
developmant stages and haxa not bees implamemed. The result is
that you cannot peovide mesningful feedback and cosching to

yout employess to further their development.

Only 10% of the slements ars currently belng utilized efibctively.
Another 50% are only maggiaally used and 40% are mot being
used at all, There wo ignificars opportunities to imprave the
ongolng sffectivensss of your ouwrws traicing procwss by
installing on the floor training development with supervision
through cffective cosching. Trainses are somewhar abandoned
by BellSouth once they are assigned to their wres, |
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BELLSOUTH - LCSC
ATLANTA - BIRMINGHAM

EMPLOYEE SKILLS TRAINING

Ml QUALMED & ABLE TO TRAN
W QUALFED

CR  MARGINALLY QUAURED
SR NOTQUALMED

1 ATUANTA
RESID/BINGLE
MULT LNE
BIRMNORAM
RESID/SINOLE |
MULT! LNE
SIRMNGHAM

RESDANGLE |
MULT! UNB
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5b.  We sonducted an evaluation of your employee skills Gexibility 1o idemify the trainiag
needs of your service reprasentatives, We determised that their are significant training
newds within tis “wxperiericed” work group. These needs have resultad in Eemited
employee. flexibility and tha inability to maximise the e@uctive use of your manpower
whhhﬁniﬂ&equlhyofmmm _

- Our mudies indicats that only 42% of the key jobs have
employess who we qualified to perform thers Amctions
offeccively. This has significant impact os the supervison' ability
to make adjustments for absentesism and volume mix

- According to theis superdisors, 35% of the jobs have employses

i ae e e oo WO are margitnlly qualified to puform the tasks. Marghal . .. ...
maeans they are only able to pesform selected funcrions of » total

order processing flow without coasant follow up. This is 2 key

polm, sincs we naw very little training of amployess by the
supervisors duning our sudies.

. We cbsstved differert methods being wed by wubiple
employees to perfbrm the same task. This cesulted in significamt
variances in both quality and productivity. This fequently L
renuts in errors and rework as vital steps of the procsss are
missed and must be corvected after the fact. This is impacting
your customer service and unnecessarlly inflating your order
processing time.

. Ineffoctive employse cross training restricts productivity and
reduces your ability to mest vohune demands. 17% of the
people are not qualified to perform the finctions, This is having
s negazive impact on both productivity and quality.

80 002797
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- 38% of the people, in the supervisors' opinion, are qualified 1o
— . perform the functions of the department nuccassiully.
- . Ounly 10% of the people, in the wpervisors opinlon, are qualified
to perform the fuactions of the department and possess the
- abllity to trala fellow workers.
. hmadﬂmuddemphwdomm
o right the first time, you rely on rework to find errors. Thaee
activities do not add value end unnecessarily inflats your
operating cost asd ordar lesd times.
_ oL 002798
81
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System elements such as staffing datermination exists however,
without activity based werk standards you can oot determine the
ascrual aumber of peopie you will nwed 10 process & given voleme
of work. ~ Without this kay dimerc of w1 opersting syssm,

crewing decisions are currestly be made bhsed upon Sty

conclusions and insccurate information  As & result you wre
planning an exceasive curmber of emplovens 1o handls forecaned
volumes which increases your operasiog labor cox.

- -t i T o

Your currest systems ooneain elernents which could be used for
short range planning and bacidog dootrobs. Your short range
plan does 0ot use activity based smamdards to dmerming work
planning. These cismmeres are oot being used by mow
supervisors and are not effective. Backlog costrols exist b

-have the same problera as they are not based upon realistic work

standards.  Neither the planning dements sor ths beckiog
coatrols are tied to the forecast, As s result you have 0o way to
monitor actual wark itput on a coatinuous busis 20 that the
forecast can be upgraded. Ths lack of short range planning tocls
remrict the supervisars shility to control work backlegs and
ssquence work assignments.

Although you have daily assigaoents shaets, they are oot being
used by suparvisors to assign and follow up on work in progress.
You lagk & systematic approach to follow up on work
sasignments. You do not have eleceats that require supervisors
to objectively review work assignments comparsd to standards
to actual work completed. As a result, your supervison camot
identify operating problema that sre causing productivivy, quality

* and service problems on & timaly basit.

0

. . — Vg gyt
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- Your best practice deflaition exiats only as a macro level. You
lack datalled dooumentation of your key procassss by mep n
mﬁcimdatuhmmcycmbeuduluﬁnmmt Withowt
Mulwdofmmwmwhhmq\umm
interrupt fallow worken who migit have s opiajon on how to
process ths order. This siruadon not only lowers lLbor
Productivity, it also hes a negative effect on quallty on various
methods and techiniques are waad 10 process the same type of
erder. Ywhd:mdndhnnnmmmtbnma

constant level of qulhty B
1
- - You do not have individual snd departmemtnl producsiviry
measuremets, This i 10 determine acourste productivity
- levals remricts the ideot of opersting problecs and
) - perpetustes lost time.

- Currently both quality and service messure are being developed
but have oot bem iamalled. As ws have notad is other synem

clements which do exits, the challenge you fice is not the design

of these management tools, it the implementation aad use of the

tools by supervision. You lack ag insallmion process that

insures that supervisors are trained in the preparstion and use of

systern elements. You must also spend time on the Hoor t0

ingure that supervision understands bow to use the toals to T
{dantily quality und service problems ou & timely basis 1o idamtify

trainiag problems.

- . Employes skills fiexbllity charts sxist in some of the areas,

bowever, they are not being sctively used by supervisons

identify training needs 9o that thay can be addresesd. Also you

lack benchmarking that can be wsed to quantify tralaing needs. .
For additional information on this key sres of your businsss,

plosse sem the employee skills section of this summasy.

- .-
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- Supervisors very rarely follow up ot work in process. This lack

As & result of the lack of clear goals, inconsistent work processes, employes akills
deficiencies and s passive mamagememt mxtyle, owr. analysed indicats service
representasives are either not working or not in thelr ares 39% of the dime. Detafied
analysis of the work being performed indicates that 7% of the time representatives arg
doing someons else’s work and 27% of the time they zre engaged in non valus added
rework. mmm-mmmwmu.nmmm
the first tirme is only 38 to 48% of the reps’ tme, Dus to varicus opersting, waining )
aod quality probloms which are not being resolved, your awrent level of labor :
utilization is inflating your operating costs, asd bullding excessive lend-times. imo your t B
order process. ,

- Problem solving techaiques are oot effectdve 2 mont casen, We
cbserved supervisons wiiting until. the employess brouglt
.. problems to thelr sttersion. W cbserved that several times thy _
supervisors oither take problem orders upoa themwelves to
tesolve or tensaign the orders trotiam warbmyvich the “know
bow”. Supervisors also do nes il tadvttase the root
cmse by providing feedback twmthe :repwsemtative. This
teactionary, oon supportive mansgement style contributes to the
perpetuation of quality problems and son valus added rework.

of supervisory lavolvement has lof your employwes to sclve -
most peoblens by themussives. In the Beilfouth LCSC
savirooment, it is the etaployes's responsibility to locste thelr
supervisor to gvt asgistance. As & resull, pervistent problems

tend to contimue befors correstive sation is taken, and it often

deals cnly with the symptoms rather than root catises of the
problem. Rep's spend from 10% to 1S% of thelr day eorrecting

exrors which they had caused without ranagement Swarensss ot
assistance.

_ 73 002790
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Some cops' exhibit poor work habita without managerowm
swarensss or corrective action, We observed severs! cases
where workers were. repeatedly creating rework and delays for
other BellSouth operations, but ware ot conBontad by their
supervisors, thersby condoning the practice. Supervisers rely on
systera edits and ervor reporting to correst the problema rather
than confront employess on poor work habits, paor disciptines
and sidlls deficiencies.

mmwmmwtbdnﬂ-m:wwmwh
used a5 & "l mfe” to entch quality problems and missing input
informasion prior to order processng. We noted situstions ia
which evety portability jorder required olariomica dus to
missing information. 10 to0 12% of the rep’s day was wanted

“getting clarificarion ¥om the cumomer. Masnagwnent is oot

aware of this gondition and is aot gathering the degh neowsary fo
develop 8 corrective action sirategy with the seiburt tyms to
solve the problema before they hit the LCSC and oroe lost time
into yout openation. '

Improperly trained employosms ars forcing lost time imto the
operation. % of the representatives time is spent doing work
for another employes. The single largent cause of this slmation
is because sn employee mum ask for amistance or hand off the
order 10 another representative who caa resalve the problera,

We observed sirustions where non compliance to existing
procedures was forsing lost time and rework into the operation.
For example, when & representative uses the phoos to ask for
clariScation, and later hands the order to a fellow employes 10
completa, the second rep does not imow what werk has bean
done.

- 74
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- We observed your represematives waming their valyable time
doing the work whish is to be completed by the clerks in the
- department. Several of the reps will leave their station th order
to send fixes, which is supposad 10 be dous by the elerks.
_ . Oftertimes when a represcmacive leaves their work ytatlon they
' interrupt the chythm of their work and stop by fellow employess’
warkstations to visit.

-  The layout of the work &reas Is not cooducive to. foster o

- mupportive enviroament for the sarvics representatives. Your
mmhlmduquﬂmunnmm

- and aupport. Those who seek help maust leave their work ares
' thus forcing lom time into the operation. Since you are sturting
w‘hmlcmménudwnmu
'.,mommuhnmmwupmum
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TRAINING AND DEVELOPMENT PROCESS e

- RINDV RUSTS - BUSTS: RECUIRES UPORADS

CQSS NOT RXISY
EFPECTIVELY UTILZED PFOOR UTILIZATION

I8 NOT UTZED

. layaTEm. sLEMENT m -DOCUMENT . .

SKILL REQUIREMENTS ;CUMINTLY USE WAGI m 23.

SCREENING TRSTS

.. _l TRAINING AGENDAS

- PROCESS FLOWS

—_ COMPREMENSION
EVALUATION

EFFECTIVENGSS
ABSESSMENT

TRAINING STATUS
— CHARTS

IND / TEAM PERF
- TRACKING

MONITORING / QB8
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INDIVIDUAL COACHING
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process eomplinénmdlnteﬁty You lack the ability2o use process documentation as
atnimmddlhnmbeuadloupmmm-udywm Thare is
a lagk of clenrly defined process requirements. As you transist from the cusrent manual
process through semi sutomated to ultimately an sutomated work prosess, thers will
- always be the need to detail and validate the stops to inmre quality and sevvica The
mue_work comtent of aach step or sctivity must sorsasilybe updated 1o raalisy s
continyous improvement culture within the LCSC process.

1
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| i
, 6. Our analysss of your work flow processss for both ressle and unbundled ordens :l
- indicazes that your cummént level of process doeumdmaridn is insuficlent to Assure H

- e TN

P
et . IR R e e

- Processes are aot being used (o astess the akills proficiency of :
you secvice represenuatives, Without the detail it is impossible !
to objectively identify trdining needs aad if needs are act ’
idenrified, they cannot be addressed to constamly improve the

- skills of your sarvice repressntatives.

- Activity based standasrds wre not being used to develop your
force sizing modely. Since the work content varies by order
- typs, this base data rust be maintained and upgraded to insure
that as your product mix changes, you have the sbility to
_ | properly determine the manpower requirements.

- Detail process flows do not exit and cannot be incorporated

into & comtinuous smployee training process. As a resuk, you
_ are not kesping up with the laest upgrades to the order
processing fow aad the Bequency of erors tends to increase.

mm.m-mummmwm
customer sorvice. -
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. Fallure to bave the process detailed step by step has limited your

- ability to quantify ind qualify the procedural barriers that affect
productivity and quality. This diminishes the ability’ of the
_ support operation to be able to enhance and react to ths most

significant barriers. As a realt, the support functions are lef to
design improvemsnts to ths nseds sa they view them, not as the

- Mwmeamiumq%mmﬁnmub
developed and detailed. The challenge is not to document your
current processes. The challenge is to have the knowiedge and
ability to repeat the detalling process to insure that the LCSC

.
-

people responsible to deliver your service know the needs to be. |

3016174277454
ND.9SS PESL062

- always has effective procdsses that are properly balasced and
e rsintained. ' '
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WHAT WL PROPOSE

We propose 2 22 wesk cosearted effort to0 upgrade the management operating systems,
detailiupdaze/test and measure work prosedurie/procasses. Wa will alo mprove the.
offectiveness of the skills developmemt process and deveiop s perfrounce orisoted
wparvisory culture &t the BallSouth LCSC operations {n the Atisnta sad Birmingham
- --locstions. Working closdly with your csasgeslssl’ group, we will change the imagi of
to a apportive/proactive one. We will design aad
wmmmmmmmummmmmq
to effectively control all of the functions within thair aress. We will train your suparvison aod
nmm‘on&eﬂmr“,uﬂsymﬂy_gndﬂmdbwtoanlyﬂmthnmm

miparvision from a task work/passive

maaagement concepts {a their operations.’

l.

Togethar, we will conduct s aries of opediog mestings with support and
operating departments during the first week, to st ths nage for the process
that is starting We wast all levels of personnel 1o uaderstand thet this is
program requiring their active perticipstion, which will be & very positive
experience.

Togmber, ws will prepars a detailed weskly schedule during uw first 3 wasks,
to provide s plan for acsomplishing all of these tasks in the allecated time. Thia

will also emabls managsmant to follow along with cur schedule on » weskly

baals,

We will develop & method to assess the status of deliverables to measute the
svainmens of our proposals oo a weekly basis, This mathed will be finalized by
the 7th week. By ths 10th week we will ystablivh s reforancs lyvel of historical
performance indices, setting furure targets, and tasking arainmaent of these
targets. Tha on-going tracking will be turned over 10 the operating and mupport
organizations,
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We will complete the disgnosic assessment during the Erst 2 wesks of the
process. We'will administer our Supervisory Opision Quastioanaire (80Q) to
the remaining supervisors and managers not includad \n the anaiysis assessment.
This will provide us with 3 profile of the ovenall groups mreagthn and
weaknesses, 10 that training can be focused specifically on the needs of your
people. The profiles of strangths and wesknessss for each individual will also
belp us to follow 1p and maxizize their parsonal davelopment.

Togmther, we will gensrats & supervisory behavior model We will design the . -

mpmi-ouwhhapnhnunqn wealames we obascved, and resonfirmed
by the. diagnostic questionmire administered to your supervisors and managers.
This program will be designed by the 4th wesk.

We will iaitiate 8 process in the 1t wesk % communicats spesific LCSC's
findings, proposals, areas of foous, aad priorities to all departments. Thiy will
sasure that each group understands their purt in aghieving overull objectives,
the strategies 10 be utilized in achieving specific daliverables,

Wae will develop oparating profiles is the Srat § weeks of the changs process.
This is the process of identifying all of the activities, volumes, standardy,
nmﬂd:ﬂhhahthylwd;ﬂolmmmm
systems noeds.

Data development is the procsss whers e observe activities, aad teach your
pecpls to maks obssrvations to st benchmmarks. We will collect information

with your supervisors and managers to establish remlistic planning guidelines

that they can use with confidence for planning and follow up purposss. The data
pthldwmdnhusdcowmplmhummmtommm
range production planning requiremants.
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9. We will upgrade the management operating systems with the supervisors and
managens to provids all of the currently missing elements,

- Forecaning - mix, evalustion, cycles
-Amc;hnﬂuyﬂ'ldh-

- Stafing requiremess determination
« Effective daily plans

= Work assignment and follow-up

. s"{-‘

Fl

-Pmmpuuw-m.m,m
- Lost time identificetion and documsntiation

10. A Quick Rasuits Program will aceur during the fine 10 wesks of the project.
Thase are elements of the systemm/which can be insalled prior wo the loag tam
culural change phase of the project. Those actiod seps are outlined i our
Quick Results Scbedule.

- Align organization to focus on value added activitiss

« Area Layout

- Documentation of core flows

= Deflzition of skill deficiencies

= Correct gaps in training and OTF developmes

- Dasign Hopper - mmple order genarator to gauge quality and capacity
utilizaz

11, We will revisw your current work mix and make resommendations to balanse -

the resources to clarify responsibiliries, and mors elfbctively cantrol the work
processss.

12, Proliminary procedures will be wrirten to provide answers 13 fystem questions
that may arise during the change process.

- Purposs - Why each system demeut exists?

+ Rasponsibllity - Who prepares, reviews and takes action from each element?

« Frequeacy - How often is each system clement prepared?

- Distribution - Where 4o copies of each elemant go?

- Preparation - Whare does dats come fomand how st used? 028077
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